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THE OPEN SYSTEMS UNIVERSITY AND ORGANIZATIONAL
INTELLIGENCE

vy

James Steve Counelis®

Intellipgence and the University:

The university can be likened to orpsu gystemsz ol she
natural tyress le.eor Liological, chemlcal and piyslcal sycti ms.
This orgenizational wnderstanding of the wnivertity 3 Looed
upon the work of von Bertalanffy, Buckley and others.

All open systems are ounergy systems. HMattor ane the
energy encesed therein are imported into the systen from‘pho
environment. It is "through~put" or transmuted into sore
product form that characterizes the gystem. The transforma-
tional processes are anabolic or catabolic, to use the bio-

loglcal terms for bullé-up and breakdown proecesses. Also,

+Dr. James Steve Counelis is Associate Professor of
Education in the Department of Education and Director of Re-
search of the Educational Planming Labvoratory, The University
of San Franciszo, San Prancisco, California 94117,
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the processes tend to be irreversible. Once the product is
produced, 1t is exported into the surrounding environment.
The cycle vpegins anew with the system belng re-e¢nergized from
the resources of cenergy-locked material in the environment.

Open systems exhibit some remarkable properties.

One of these properties is that of steady-state. The systen
remalns constant at a point that is & significant distance
from true equilibrium and thus capable of doing work, such
as the import and export of material, the functienlng of
build=-up and breakdown processes, and the operatlons of cor=-
tinuous irreverslible processes.

A second remarkable property of c¢pen systems 1s
that derived from the steady~stalte characteristic, viz.,
equifinality. Despite different initial condiiions and af<er
dirturbances during the processes, the same final state in
achleved by the systew in steady-state.

A third remarkaole property of open systems is sz2en
from the perspective of thermodynamics. From this viewpoint,
open systems can maintaln themselves in a state of high
statistical improbability, of order and organizotion. Accord-
ing to the second princlple of thermodynamics, the general
trend of physleal processes is toward increasing entropy, viz.,
states of increasing probability and decreasing order or cuaos
or tendency toward equilibrium. Iiving systems maintain them-

selves ir. 2 state of hlgh order and improbability. They nay
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evolve toward increasing differentlation and organization.
The reason is suceclinetly given by Bertalanffy:

e » o In a closed system, entropy always increases ac-
cording to the Clausius equation:

as 2 0.

In an open systems in contrasts the total change of
entropy can be wrltten according to Prigoglne:

dS = 4,5 + d4S,
deS denotling the change 1ln entropy by lmport, d4S the
rroduction of entropy due to lrreversible processes ir
the system, such as chemical reactions, diffusion, hect
transport, etce The term 43S is _always posnlitive, ac-
cordlng to the second prinelple lof thermodynamics];
deSs entropy transport, may be positlve or negative,
the latter, ee.ge.» by import of matter as potential ciaY' =~
rier of free energy or "negative entropy.' This is *%he
basis of the negentropic trend in orﬁanismic systems
and of Schrddinger's Etatement that "the organism feads
on negative entropy."

In parallel forms the university energizes itse™?
from the soclzal and economic enviromment through inputs of
material resources, personnel {professional, non-professional,
and students), knowledges, ideas and skills. The university
organizes, transforms and produces out of the total reservoir
of "energy" such things as: (1) physical resources like tulld-
ings, laboratorles, libraries and equipment; (©) services:
mansgerial, instructional, support; (3) intellectual processes:
inquiry, learning, creativity; (4) human capital: educated
manpower: (5) new sclences, new arts and socletal criticism;
(6) direct soclal service. When needed, the wiiversity re-

energizern 1tself through new materlal resources, new personnel,



new sclences, new ldeas, and new goals to service for commualty
betterment.

By its nature, the university in America has rarely
existed in the state of equilibrium, though history has seen
the demise of 2 pood many colleges and universitles. Indeed,
the evolved unotions of academic freedom, viz., the American

translation of Lehrfefhelt and Lernfreiheit:; do not admlit . [r

equllibrial stances. Nelther do the philosophlius of the
Morrill Act of 18A2 and the Hatel Act of 1837 admit of
equilibrial conditlons. Rather, che steady-stabte conditism

of the American university is demonstrated by tane tolerance
and practice of multiple approaches to inquiry, learnin:, and
curriculurie The negentroplc results in universlty evolution
are 1llustrated by the large range of complex organizationzl
arrangenents, facllities and curricula of bewlldering variety,
nev arts, new sclences and new technologles, and the greatax
elaboration of the notential in men.

The university is an open system of high statigtical
improbability and order. It is a complex system of open sub-
system units. These sub~system units could be departments
(academic, administrative, service), decislon-making bodies
(faculty senates, boards of trustees, administrative councils,
union negotiating groups, student government), large sub-units

(schools, colleges, quasi-independent programs in curriculz or



research, intra-organizational committees). w1£hin any given
university, the constituent elements are energized by inputs
of materlal resources, personnel, knowledges, ideas; and
skillse. The constituent elements organlize and transform their
total reservolir of energy into services and products which
characterize the individual components becausz of their desig-
nated division of labor. The services and products are
utilized by other internal components of the university or
become the university’s direct products and services which

are returned to the larger community in whlch the universi‘y
resldes.

The intexrchange between an open sysien mad lts en-~
vironment 15 a significant element in the continued vitality
of open systems. The import and export of matter and enerry
provides a communications 1link which informs the open system
of the anature of the significant "other" in itc 1ife processes.
Von Foerster's model of the intersect of the enviromment and
organism provides a useful analogue for the university.

Von Feoerster explains his feedback mocel in the fol-
lowing terms:

The dlagram shown here below sketcnes the clroular

flow of information in the system environment-organiam.
In the environment constraints generate structure.
Structural information 1s received by the organisnm
which passes this informatlon on to the train which, iu

turn, computes the constralnts. These are finally tested
aga.nst the environment by the actions of the drganisu.



Wwith the emergence of self-reflection and consclious—
ness in higher organisms a peculiar complication arises.
A self..reflcetlng subject may Insist that introspection
does not Uermit him Yo decide whether the world as he
sces it 1n "real," or just = phantasmagorys 2 dream, an
1llusion of hls fancy. A decision in this dilemma is
importent in this discucsion, uince, 1f the latter al-
ternative should hold true, no problems as to how oxr-
ganilons represent Internally the features of thelr
environment would arise, for all environmental features
would be just internal affalrs in the firut place.

Iy whlceh sense reallty indeed exisis for a self
reflecting organism will become clear by the argument
that ﬂcfeata the sollipsistlc hypotresis proceeds by
reductio ad absurdum of the thesis: "This world is orly
%g me Imagination; the only reality iz the imagining

Assume for the moment that [a] gentlenan in [a]
towler hat » » « insists that he is the so.e reality,
while everythinn else appears oaly in his imagination.
ilowever, he cannot deny that his imaoginery universc is
populated with apparitions that are not unlike himsel:.
Henrnce he has to grant the privilege, thet they them-
selves may insist that they are the sole reality and
everything els2 1s only concoction of tlhelr lmaglunativinse
On the other hand, they cannot deny that theilr fantusies
are populated by apparitions that are not wunlike tueni-
selves, one of whlch may be he, the gentleman with the
bowler hat.

Witsn this the circle of contradition is closed, for
1f one assumes to be the sole reality, it turms out hs is
the imaglination of someone elses whos, in turn, insists
that he 1s the sole reality.

The resolution of this paradox establishes the renl-
1ty of esuvironment through evidence of a second observer.
Reality is that whlch can be witnessed' hence’ rests on
Imowledge that can be shared, that is, "together-
Imowledge," or consclentin.?

(Insert Chart No. 1 here.]
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With this explanatory descripiion of von Foerster's model,
the university will be prasented in these terms in the fol-
lowlng scction.

For the corporate university processes to operate
effectively; the cybernetic requirement of reality-testing
as described in the von Poerster model must obtein. Organi-
zatlonal intellligence is the substance of the structural in-
formation which reflects the constrainis in the environment.
It 1s upon this structural information that the university
computes the constralnts or patterns of Invariants found
within the environment. Also, the intra-university environ-
ment for the several sub-units 1s reflected in organizational
intelligence about that internsl environment. It 1s at thls
level that most institutional research has been focused.

Pe they trustees, presidents, deans, faculiy, and/or
students, university leaders are the agents concerned for the
survival of the lastitution. They are the agents involved in
institutional sutonony and the development of orgenizationzal
ldentity. 4nd university leaders are those agents active in
the performance of organizational reality-~testinge These
leaders collect, collate; and integrate many pleces of organi-~
zatlonal intelligence upon which they act and/or react through
organizational meanss As the university evolves into an ever
more complex agencys the instrumentation . ~ organizational

intelligsnce hecomes on imperstive. Iarger portions of thae



aniversity's resources must go into the intelligence fuuction
of the university organization.3 The creation of an offlce of
instltutional research of some comparable agency 1ls a belated
recognition of a felt need for university reality-testing to
be instrunentede The history of such offices proves this to
be the case.
A prolonged hlatus in feedback between an open sys-
tem and its environment induces crisls. An open system can
be starved of informatlon about the constraint patterus wlthin
the environment; and serious trauma 1f not deata thus can be
causeds The effects of sensory deprivation in human beings
are well kxnown; and the pgychic and soclal effects of distorted
human rearing are well documented. Ilkewise, human organirza-
tlous, including universities, can be traumatized qulte
serlously. Distortional sources in organizaiional intelli-
gence are nunye. JAnd an organization imn erisls exhliblis the
pathology of disorientation (and more seriously dissociation),
these srising from a lack of reality-testing and the ofganim
zatlonal intelligence derived therefrome. Wilensky aloang with
Fink and his assocliates provide exceptlonally clear descirip=
tlve patterns of these organlzational pathologles arising
from inadequate feedback.4
As used in thils context, institutional research ic
tie formel instrumentatlon of the organlzatioazl intellisence

function. The purpose end form of institutional research are,




generally, functions of the particular institution's bviography.
Questions on centralized or decentralized organizational in-.
telligence activify, the line or staff status of the director
of institutional research in the university organization, and
the particular doctrine(s) on the nature of intelligence held
and practiced are answered only by obsexrving the particular
university.

The fundamental administrative processes of decision~
making, planning, and the management of on-going institutlonal
operations require ilmmediate knowledge about the status and
character of the processes, the products, the éervices. and
tvhe operations of the university in terms of its constituent
parts. Of course the utility of such organizational intelli-
gence 1s the rational control and continuing guldance of the
wuiversity while it is in transit towsrd a sst of operatiocual
goals which its identity represents. The continuing process
cnlled monitoring provides reality-~testing information. Two
types of monitoring are gemerally practiced: (1) systematic
monitoring; (2) occasional monitoring. Regular sampling pro-
cedures, time series data, and the budget audit are examples of
systematic monitoring. Ad hoc studies, such as institutioral
self-studles for periodic accreditation, reflect monitoring
for speclfic reason, occasion, or missione.

Monitoring is not concerned solely with intra-

university affairs. Organizational intelligence about the
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university's environment is cruclal to its continued viability.
The university's life processes of survival, ldentity, and
antonomy are mirrored in its intersect with the larger sociéty
at several levels. .:ie¢ vectors of university relations are
toward government, ané¢ the communltys the economic sectors the
professions and other soclal insfitutions, and the indlvidusl.
Studies on the institution's graduates and dropouts, the pithe
lic image and reputetion of the uvniversity, governmental

policies in funding, foundations'

attitudes and otlier aspents
of the "out there" world are necessary. But “he primary
sources of the university's organizationai intelllgence abhout
the larger community are still rumor and the astute ob-erva=~
tlons by those in university policy positions garnered in
thelr relatlons wlth the soclal environment of the university.
The monltoring processes of the unlversity for toth
1ts Internal operaticns and 1ts external relations must be
known in thelr dynanic interseect within university decisicn-
making. Buckley presents a general cybernetic model of five
stages for the macro-soclal system. Upon this model, the fol=-

lowlng discusslon 1s based.
[Insert Chart No. 2 here.]

Buckley writes of his macro~soclal rodel the follow-

ing descriptlon in sccord with Chart No. 2:
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In the general cybernetic model of the error-~
regulating feedback systems, we may distingulsh « . «
five stages. 1) A control center establishes desired
goal parsmeters and the means by whieh they may be
attained; 2) these goal decisions are transformed by
administrative bodies into actlon outputs, which result
in cextain effects on the state of the sys%tem and its
environment; 3) information about these effects are
recorded and fel back to the control center; 4) the
latter tests this new state of the system agalnst the
deslred goal parameters to measure the error or devia-
tlon of the initial output response; 5) 4f the errors
leave the system outslde the 1limits set by the gual
parameters, corgect1Ve output action 1s taken by the
control ceunter.

Ee goes on to cautlon the resder that thls prssentation is
overly sinple and that it is greatly fraught with problems.
Nonetheless, the utility of this model for establishing th:
processual framework of the organizational intelligence func~
tion of the university is critical for a dynamic understaniing.
This Buckley model serves adequately as the pattern of the
university in the macro-soclal system.

A man from Mars, trying to understané the American
higher educatlion landscapes would view it as a veritable
Junzle of colleges and universities, professional oirganiza-~
tions, governmental unlts layered as a club-style sandwich,
as well as consorilsl arrangements and communications nets
that appear inextricably tangled as a skein of yarn after the
work of playful kxittens had been accomplished. That appearance
is much the same for the new college president. But there is
some ord~r to that landscape which 1s inhablted by collezes

and uaniversitles. Ihere 1t a system of macro-organlzetions
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which provide national and state directlon and leadership,
ali of thes rooted in the twin power bases of the gulld of
higher education and the loci ¢f power in government and pri.-
vate groups.

The charscter and range of macro-organizational
structures in American hligher education is suggested by the
Counelis typology of these organizations.6 On the founda-
tlons of basle locl of power and the character of federal
structure, Chart No. > presents the pattern whizh sets ths
macrowsocliai world of higher education in perspoective. ZIThis
chart succlaetly crosse~classifies these organizations by
Lypesy L.e.5 federal agencles and state governlag bvoards,
professional associations of institutions and/or persons within
the gulld of higher educationy voluntary organizations at
states resgional, natlonal, and institutional levels. Glven

this understanding, ithe Buckley model takes on a new light.

{Insert Chart No. 3 here.]

Pragmatically, the university (individually or in

assoclatlon with others) attempts to tap into each stage of
Suckley's model. The university lobbies at governmental power
centers to help form the goal parameters. The wniversity at-
teupts to influence the administrative decision-making pio-

cesses at governmentzl agency levels in areas 1ike "grants-

13
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manship" for facilities and research funding. The university
attempts to sound out the pragmatic effects of = given govern-
mental or non-governmental policy upen themselves and others
like them. The university attempts to mold the feedback pro=-
cesses and feedback contents. The university attempts to de~
termine the character of the feedback tests. And the univer-
Blty attempts to effent the character of the corrective m: -
sures toward its favor. For the Washington scene, Blolanc's

Hlgher EBducation Assoziations in s Decentralized Educatio..

System (1949) documents this story; and Paltridge's study of
Californisa's Coordinating Council for Higher Edacation (1265)
provides a partial view of & state level agency.7 The Buclley
model succlinetly maps the tap-points through which organizu-
tlonal intelligence flows to-and--fro between higher education
and the public and private power bases in the United States.
Institutional research organizations of universities
and thelr associatlions contribute directly inte the national
informatlional pool on American higher educatiorn. Their coa-
tributions primarily conslst in providing to gevernmental and
non-governmentszl agencles such orgenizational intelligence
about themselves as are required on demand by the ubiguitous
survey questlonnalire. Some of the materials, collected year
alter year, develop into valuable time serles Tor governmental
and non-governmental policy developient. Othe~ data are col-

lected for ad hoc studles of current concern. Hence,

14
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institutional research organizatlons in American universities

contribute to the macro=-soclal monitoring of American higher
education. Providing useful comparative lnputs, such gualita-
tive statistlcs very often become criterial referencing instru-
ments for a2 glven university, particular state or federal
agency, and private non-governmental organization for specifilc
areass such as enrollment, facilitles, degrees, Tinanclal and

cost data, personnel, curricula and other matterse.

The Mature of Organizational Intelligence:

In psychodyaamic and soclodynamlc open systems, come
mon sense and sophisticated Inquiries are ambigulty reduction
processes through which a person, an lnstitutlion such as the
unlversity, or a whole soclety constructs a cosmology or
Weltanschauung, tests 4ts reality sgainst that cosmology, and
references lits meaning therefrom.8 This was well understood by
Dewey when he wrote:

Inquiry is the controlled and directed transforma-
tion of an indeterminate situation into one that 1s so
determinate in 1ts constituent distinctions and relations
as to convert the elements of the original situatlion into
a wnified whole.?

But are there classes of indeterminate situatlons which can be
treated generically by sclence? Are there classes of human
situations which tend toward ambigulty? I believe there cre.

In fact, I wlll furtaier assert that these basi: classes of in-



15

determinate and amblguous situations yleld the basic patterus
of ingulry that Lead to organizaitlonal intelligence of the open
systems wniversity.

If Arlstotle is read arights he infers that there

are three types.of human "knowing"

situations which tend teward
amnbigulty or indeterminaey. PFor nim, these human situztions
are three in number. The first situation 1s the "What is 147"
situation which Aristotle calls theorstical knovledge.t® Ihe
second igs Aristotle's productive knowledge, the human sltuwtion
belng characterized by the instrumental question, "How %o do
1%2".21  ghe third is the "What ought to be dons?" situation

or Aristotle's practical knowledge.t2 Each of these forms of
¥nowledge wlll be discussed in terms of the university's in-
telligence functlon.

By theoretical knowledge, one means & warrantabls
assertlon or proposlition derived by answering the gemneric
questions "What is the nature of the case?". Questlons like
"Who was George Washington?" or "Are solar eclipses predict-
able? or "What is the binomial theorem?" are tneoretical
questions. They reflect the everyday query "What is that?".
Mnswers 1o theoretical questions are warrantable assertions or
propositions, such assertions or propositions being theoretical
knowledge. For Aristotle, such knowledge would ve the in-
dubltable about the invariant. iHence the denotations for such
terms as "fact,” "law," and "prediction." But contemporary

eplstemologlsts suggest thaet human imowledge 13 always partial

ERIC
16
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and falllidle and never complete and indubitabdle.
In symbolic terms, the theoretical assertion sould

take on the form:

3 =x. (1]

This sentence reads generieally: There exists (pernaps uniguely)

nw..n

an "x" of such character. Thus tne proposlition "G

GCeorze Wanne~
ington was the first president of the United States wnider the
feoderal constitutlon, 1789-1797." 1s a theoretical propositioxn

n the pattern of x. M"The binomlal theorem iz s mathemniical

|

ezpansion proven by iaduction." iz theoretlcsl proposition.

Also a definition of culture constitutes a theoretlcal szentence.
The Aristotelian notion of theoretical knowledge does not refer
to the levels of generallty or abstraction of a given proposi-

tion. Thus, "

s = 1/2 gt2" and "My name is Tom Jounes." are both
theoretical statementse.

Offices of institutional research typically produce
studies that are theoretlcal in kinde. Systematic and ad hoc
monitorling yield observations. When these are analyzed and
structured to meet the need of kunowing "What is the nature of
the case?", the resulting propositions or conelusions =zre pleces
of reallty-testing organizational intelligence for the univer-
slty. The indeterminate or ambiguous situation takes on the
form x. Cost benefit analyses, space studies, student char-

acteristic profiles, CUES inventories, znd projections of all

types yleld propositions which assert the nature of the

17
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sought "x."

Productive Imovledre refers to sn nedtlional proposi-
tion that is descriptive of process or methode Intellectliwe
and psychonictor skills are Ilnvelved in such propositions; and
when productive propositions are made about humarn affalrs,
soclal interactlion skills are the concern. 4n erample of tiae
later are the Dale Carnegie courses bullt upon social inter-
active principles.

Productive propositions are responees %t¢ the zeneric
instrumental question "How to do 1t?". A discernlble end-
product is expected. Be the end-product a cake, a dance, or
a doctoral dissertatlon, 1t is presumed that knowledge of tne
process or method will provide instrumentally arn explicit pro~
duct,.

In a productlive knowledge statement; explicit tlico-
retical knowledgs is lmown about the means or process, thc ends
or the product created, and the predlctable and relatively ine-
variant relation betireen them which is empirically of a cauvgal
order. Given these facts, productive knowledge statements are

in the following generlc symbolle form:

3x= T [2]

The generlc reading ol this symbolic proposition ig: There
exists an "z" that is 2 direct function of procass U . e
- following are examples of knowledre statements that zre produce

tives

18
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(1) Fleld testing of test items ( T1_) is vequired
in order to produce objective, vallid, and reliable ques-~
tions (Jx ).

(2) Hold your right hand over the pilano keyboard
with the flngers polsed in an arched poslition above the
keys and firmly press each key sequentially ( TU ) in
order to produce the plano tones in that order { Px ).

In these statements, lmown means are known to be related caus-
ally to mown ends, the temporally ordered regine being deflned.

Techniques and methodologies -~ sets of productive
propositions «~ have been developed to meet institutional re=-
search needs. The Russell-Dol manual for space utilization
studies, tncademlic prediction scales, Koza's ystems approach
to currlcular planning and review, and the Judy-Levine CAM.TUS
simulation model refiect this type of ecreative work in produc-
tive information technology. 4nd there is little doubt that
there are a good many more such technigues and methods being
developed in offices of institutional research in American
universities.

Practical knowledge is concerned with the practical
situation of "What ought to be done?". The areas of decision,
choilce, and preferenced action are the contents of practical
statements. Practical knowledge statements have as their aim
the guldance and alteratlon of the course of human affairs while
persons are, 80 to speak, in translt toward their deslred goals,
be these goals intermediate or ends-in~themselves. Practical

knowledge propositions are future orlented statements, state-

ments gulded by purposes, perhapss the shapes of which are in-

19
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determinates from the specific vantage polnt of the present,
The practical statement is guided by axlologically determined
ends reflecting the best of what man 1s capable through delidv-
erate actlons and processes known to him.

Whereas the emphasis In productive knowledge state-
mnents appears to stress expliclt Xnowledge of partlicular means
in an invariant relation with specific product ends ( M2 1% },
the emphasis of practical knowledge statements appears to mark
a Probabilistlc relation of ends to meanss glver the fact that
a specific end can be achleved through a number of alternative
means, sure more probable than others, ¥Y1ze.s ESK(My, Hp « o o
. Mn)a The dellberating process requlred to determine a given
alternative which would have efficiency and effectiveness in
attaining some desired goal is an inquiry. The result of siuch
an inquiry is a practical knowledge proposition of the follow-
ing pattern:

-

3x = f V(pa). i3]

This proposition reads generically: There exiets an "x"

sach
that 1t be probably attalnadble through a particular aliernaztive
Ans selected with the ald of value system V. The form of each
élternative In any given set is that of the productive state=~
ments vizes» 3x = £ T . What 1s sought is an identity between
the desired goal and the gozl that ls atteinable throush = par-

ticular productive propositlon. Therefore, the inquiry of

on
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practical questions requires the investigation of each alterna-
tive as disjunctive "If « o o then." statements with a proba-
bllity funcitlon asslgned to eache The selection of a particular
alternative is in fact the selection of a particular productive
statement which is estimated to have the highest probability

of success in achleving the desired goal.

To exempllfy this process, Dewey presents the follow=-

ing apt commonsense 1llustration:

Disjunctive proposltions are connected with prac-
tical judgment for deliberation upon matters of policy
requires (a) that alternative possibilities be instituted
and explored, and (b) that they be such as to be readily
conparable with one another. For example, a man who has
come into possession of a large sum of money proceeds to
deliberate as to what he shall do with it. Hls delibera-~
tlon gets nowhere unless 1t takes the form of setting up
alternative possible uses for the funds at commande. Shall
1t be placed In a savings bank to draw interest? Invested
in stocks, in bonds, in real estate? Or shall 1t be used
for purposes of travel, or buy books, apparatuss etc.?

The problematlic situation is relatively determinate by

analysls 1lnto alternatives, each of which 1s representa=~
t1Vel§n a disjunctive proposition as a member of a sys-

tem.

The deliberative activity in decision-making processes
rests upon organizZational intelligence of the theoretical and
productive types. Both of these types of intelligence can and
are produced by lastltutlional research offices or some cownter-
part thereof. However the development of practical proposi-
tions such as institutional goals, policles, and commitments
of the broadest types 1s the prime responsibility of policy-
making officers who require and use reality-testing information

for sound judgments that are empirically based. Declsion-making
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is an srxlologlcal process; 1t is not a technical or eRkgineering
process. Thus the technooratic planner (be he in the business
officey the development office, or the institutlional research
office) har two roles to perform. The first is the anile~

decislonal role of resource information consultant; the second

1s the pogt-deciglonal role of rational reifier of dresaris.

What remains to be discussed in thls context 1s the intersect
of values, decision-making and the university's institutional

integrity to be.

Aziology, Decislon-making and University Commitment:

Every soclzal system has a rather stable hlerarchical
set of valunes at any glven time. America's society is no
differenty for the ultimate Justificatlion of education at all
levels rests upon the federal constitutional goal of the
general Welfare.l4

The Amerlecan unlversity, like other institutions in
our societys is directed and dominated by a truncated catesori-
cal inperative -~ the duty to fulfill its ailms. This is not an
easy taske Regardless of the manher or form in which the univ-
ersity's alms are casts they become the criteria against which
1ts reality is tested and measured.

Generally, decision-making in the university ought to
be an cthiczl affalr == an explicit ethical affaire. How cthical

are acadenlc prediction formulae and cut off scores in azdmlssions
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procedures? Is there an ethical coantent to the arguments over
semester, quarter, and trimester systems? Is curricular rele-
vance sipgnificantly measured hy contlnuous studént involve=~
ment? Are indlfference curve analyses ethical criterial bases
for curricular design? Is institutional research asnonymity
and “amoral' data reporting responsible behavior in the zca-
demlc community which prizes resporslbility and independency
of opinion arising from competence? What is the proper moral
use of data in educatlornal decision~making? Though a given
university's alms and policles provide some closure on such
matters, the significance and efficacy of ultimate moral Jjun-
tification of the wniversity (its aims, and policles, its per-
sonal and lnstitutional acts) requires the study of those metn-
ethical principles uéon waleh ultimate moral judgments are

based.l5

Tie hope and expectation 1s that the nrocess of
consclous and rational etitleal discourse be used Lo work
througin vo an ultinate Justlficotion of tihe uvnivrersity in s
particular instance. Instltutional decision~making after this
ethlcal study #will be qualitatively bvetter and sharper. Intent
and reallty would be merged within the vitals of the university
as & soclal system. The public sscular usiversity no leas than
the private and religilously-oriented institutlon has the obli-
gatlon and tie need for continuing ethical self-examination.
Qur students palnfully are reminding us of that duty. This iz
a total university responsibllity in which institutlonal re-
search personnel have a role significantly abeve the technical

ordering of priorlties by some simulation projrame. Indeed, %he
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assignmnent of effective and efficlent utilitles would be derived
from thls prior axiologlcal work.

There are two functions for institutional research
in university policy developnent and administrative-instruc-
tional practice. The one fumction 1s to bring to policy devel-
orment and university praxls in administration and instruction
such knowledge and expertise so that the pollcy-makers and the
educational practitioners can do their jobs. Great care should
be taken in using the institution's axlologlcal framework as a
valuational fllter, by clearly statlng the assumptive character
of that fllters Unlilke the unstated assumptlion in all of
WICHE's management systems work, there are no autonomous and
amorsl facts or data. All observations are selectively defined
and categorlzed by and for the prior axlologleal intents of the
designerse.

The second function for institutional research is to
monltor and evaluate adminlstrative and instrnctional practlce
agalnst the criterial aims of the institution. This monitoring
and evaluating 1s a reality-testing functions so necessary to
institutional vitallity and effectiveness.

Of this latter function, there are some significant
questlons that need to be asked repeatedly. Some of these gues-

tlions are the followlng:

(1) Does the chief financlasl or business officer
make curricular decisions? If so, how and why?

(2) Does the faculty oblectively evaluate instruc~
tional competence within thelr depariments?
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(3) What is the evidence of the service quality
rendered by the counselling staff in the institution?

(4#) Is university trustee service competent?

(5) What is the quality of the development program
of the university?

(5) Is student government an effective educating
activity of the university?

(7) VWhat 1s the educational quallty of varsity
sports for the university students involved?

(8) Are faculty hiring and firing practices humane
and professional in character?

(9) How effective is the university ombudsman?

(10) What is the public image of the university?
Sudh searching questlons are cybernetic~type questions about
slgnificant programmatic elements in the unlversitye. These
monitoring questions are more than a cut above in importance
than the usual budget audlt or grade distribution record. The
answers to such questlons refer the productivity of the univer-
sity to be compared to 1ts almse The answers to such questlons
wlll establish that the university's productivity is reified
fact of wishful and plous expectationse To paraphrase Hume,
ideals wlthout faets are empty and facts without ideals are
blingd. |

The questlon of reality-testing for offices of in-
stitutlonal research needs much to be ralsed. As responsible
institutlonal researchers, do you railse and seek answers to the

following types of questions?

20
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(1) How good are your services to the university?
What systematlc evidence do you have for your estimate?

(2) Do you evaluate the quality of your regular
monitoring systemss or do you react in a crisis-oriented
manner ? .

(3) Uhat 1s the image and reputation of the office
of institutional researoh on your campus? Have you brought
in an gutside consultant/evaluator to give you an objlective
report

(4#) Does the administration monopolize your ser-
vices?

(5) Do faculty and students come to you for service
and do you provide them with service? If not, why not?

(5) What is the ethlcal charseter of your use of
organizational intelllgence on campus? What evidence do
you have that your perception 1s shared by others on
campus ?

(7) Have you had your "vest" formal reports evalu~
ated by impartial panels outside of your institution?

(8) Does your office of institutional research in-
vestligate the effect of its services oua the qualitative
overation of your institution?

(9} Do you farm~out or contract out internal re-
search projects for reasons of better competence and/or
objectivity in the matter to be studied? If not, why not?

(10) Do you deliberately seek to establish and moin-
taln a low silhouette on campus and publish reports that
exhibit broad "office" authorship? If so, why?

There is little doubt in my mind that such questions as these,
when thoroughly investigated, would enhance the quality of
cybernetic service to the university.

Sir Francis Bacon stated that knowledge is power. Zut

1t is the nature of power to be amoral, undifferentiated in
effect, and incompetente As agents with the duty to service

the university's critical cybernetic needs, you know that the
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- persuasive force of moral competence and professional skill can
bring knowledge into a creatively differential and beneficial
uses Only the highest valldated values of the university can
inspire the use of organizational intelligence toward achieving

its highest aspilrations.

Concluding Note?

The open systems model of the university defines
the function of instltutional research to be a cybernetic one.
The internal and external reallty-testing function is a vital
duty and a moral charge. Though pollcy makers and educational
practitloners can carry on for a conslderable length of time
with organizatlonal intelligence of law validity,16 the gradual
and cumulative results of low valldity intelligence is organi-
zatlonal crisis. Therefore, the institutional researcher
labors under a categorlcal imperative, a duty toward institu-
tional integrity and survival. But more significantly, this
categorical imperatlive rests as a creative opportunity upon the
Sotal university as community, no less for trustee and president

than for faculty, students and the many valued service personnel.
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CHART NO. 3: A TYPOLOGY OF MACRO-ORGAMIZATIONS I AMERICAN

HIGHER EDUCATIOi
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